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Furthermore, although each of these actions was at the tactical level, they have strategic consequences that impact national policy. Why did they occur? Where was the failure? In my opinion these atrocities were the result of failures at the junior officer level of leadership.
The Officer Education System (OES), specifically leader education and training, plays and will continue to play a critical role in preventing these types of events from occurring by providing leaders with the necessary knowledge and skills to be successful.
It is critical that the Army meet the challenge of leader development for all leaders. There are three reasons that we must get this right. First, leadership at the junior officer level is more difficult today than it was 20 years ago. Technological advances, operations in urban and complex terrain, full spectrum operations, and excessive operational pace are just some of the factors that make leadership more difficult today than ever before.
Second, the future of our Army depends on good leadership at all levels. The leadership education of junior officers is the foundation upon which their life long learning journey is built. Good leadership also has a direct impact on recruiting and re-enlistment, which are both keys in an all-volunteer army. Finally, understanding leadership and leader development makes us better followers. Virtually every leader in the Army works for someone else and is simultaneously a leader and a follower. Great army units and organizations normally have a combination of competent leaders and capable followers working together to improve their organization. This paper examines how the Institutional Army is meeting that challenge of leadership education for its junior officers through the recently adopted Basic Officer Leadership Courses (BOLCs).
Background-Discussion of Current Views on Leader Development in the Army and Civilian Sectors
The Army is undergoing its greatest transformation since World War II while simultaneously executing the Global War on Terror (GWOT), sustaining other global commitments, and responding to disaster relief around the world. This ongoing Army effort involves transformation in the domains of doctrine, organization, training, material, leadership and education, personnel, and facilities (DOTMLPF). While one can argue that all these domains are critical to the success of transformation, in my opinion none are more important or complex than the domain of leadership and education. According to Barbara Benjamin, the associate director of Masters of Science in Organizational
Leadership at Mercy College, the US Armed Forces were among the first organizations in post-Industrial Western society to recognize the need to redefine leadership in order to attract and retain outstanding personnel. 3 Not only is the leadership transformation critical for making the Army a more capable organization in today's complex security environment, it is also critical for recruiting and retaining quality Soldiers, another key strategic challenge for the Army. The United States Army is different than most organizations in the civilian sector. It has different goals, constraints, culture, and much higher consequences when things don't go right. What the Army and civilian organizations have in common is their reliance on leadership for making the organization what it is.
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The Army leadership development model ( Figure 1 ) is defined by three core domains that shape learning experiences throughout a career: institutional training and education, operational assignment, and self development. and propensity to self-develop. Participants indicated they valued being a more effective leader but did not believe that self development in this area would actually lead to them becoming more a more effective leader. They were also less likely to believe they could successfully develop and conduct a personal leadership self-development program. The most common factors indicated for this were lack of time, job responsibilities, and balancing home/family responsibilities. 5 Given the increased operational tempo (OPTEMPO) since 2002, it is not likely or reasonable to expect junior officers to engage in significant self development of leadership skills. The Army must provide these skills and knowledge through the institutional and operational domains and cannot count on the self-development domain for learning.
When considering leadership as both an art and a science, think of the training aspect as the art of leadership and the education aspect as the science of leadership. If using football as an analogy, the playbook is the science. This is where the players learn the basic plays and schemes of the team, what fundamentals they need to know to make their team successful. Practice on the field and execution during games are the art. This is where the players learn how to execute the plays they learned and build upon the knowledge they gained from the playbook. A good football coach would never consider sending a player into the game unless he first had a thorough understanding of the playbook. The same is true for Army leaders. We should never send a Soldier into a unit without a solid education in leadership, specifically FM 6-22, which is the Army's leadership playbook.
Senior leaders in the Army, past and present, recognize the importance of leadership and leader development. Over the past century, the Army has looked at itself to measure its capabilities against future requirements about once a decade. We must immediately begin the process of re-examining and challenging our most basic institutional assumptions, organizational structures, paradigms, policies and procedures to better serve our nation. 
Recent/Ongoing Army Initiatives in Leader Development
The Each task is assigned a code that dictates the type of training for each task. There are four codes that can be assigned to a task.
P-program training
Is listed on the POI with prescribed number of hours, specific learning objectives and concludes with an evaluation of proficiency or knowledge.
I-integrated training
Conducted with other training. These subjects do not usually appear on the training schedule as separate entities.
A-awareness training
Can be accomplished by briefings, operations, handouts, posters by the chain of command to increase knowledge or awareness of subject.
R-refresher training
Reinforces or reviews important skills; frequency left to commander's discretion. 21 Of the 85 tasks, 12 of them focus on topics specifically discussed in FM 6-22, 
Core Leader Competencies
What an Army Leader Does
Leads

Leads others Extends influence beyond chain of command Leads by example Communicates
Develops
Creates a positive environment Prepares self Develops leaders
Achieves
Gets results
Attributes
What an Army Leader Is
A Leader of Character
Army Values Empathy Warrior Ethos
A Leader with Presence
Military bearing Physically fit Composed, confident Resilient
A Leader with Intellectual Capacity
Mental agility Sound judgment Innovation Interpersonal tact Domain knowledge
Leadership Requirements Model As the capstone manual for leader development and leader education, FM 6-22 clearly defines leaders, leadership, leadership levels, leadership roles, and how to develop leaders in the Army. There are three levels of leadership identified in the manual: direct, organizational, and strategic. Company-grade officers generally serve in the direct level of leadership. Good direct-level leadership on the battlefield can and will make the difference in preventing atrocities like those discussed earlier in the paper. Company commanders and platoon leaders are at the tip of the spear in both Iraq and Afghanistan.
These young leaders are finding themselves in situations where their leadership and the decisions they make, on the battle field and in training, affect the lives of their Soldiers, non-combatants, and Americans back at home. All of these are keys to winning the GWOT. 25 One of the key outcomes of centralizing this responsibility should be the synchronization of the various initiatives for leader development. This program is in its infancy and its impact on leader development at all levels is still unknown.
Discussion of Leader Development Curriculum, Standards, and Resources Officer Education System (OES)
The OES is the heart of the institutional training and education domain of the Army leadership development model for officers. 
BOLC I
The majority of newly commissioned lieutenants receive their first phase of BOLC training through various pre-commissioning programs. They receive this training through ROTC programs at major universities and colleges, USMA, OCS or the Direct Commissioning Course (DCC). The goal of all these programs is to produce officers with basic leadership skills and a general knowledge of how to be an officer. 40 There are no formal classes for leadership in the BOLC II POI; however; all training events integrate leadership common core tasks and cadets must satisfactorily perform in two leadership positions. 41 Additionally, platoon mentors schedule "platoon trainers time" several hours a week so they can talk to their lieutenants in an informal setting about different experiences to include leadership. A recommendation to improve the quality of leadership education in BOLC II was to fill the platoon mentor positions with 100 percent branch qualified captains in accordance with the table of distribution and allowances (TDA).
USMA
OCS
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BOLC III
The third phase of BOLC, commonly referred to as the Officer Basic Course (OBC) for each branch, is designed to train lieutenants to perform their wartime duties as commissioned officers. During this phase, they learn the specifics of the systems and interfaces they will train and fight in and on. Each lieutenant attends BOLC III at his specific Training and Doctrine Command schoolhouse or training center. For many, this is the first introduction to their branch. One of the impacts of BOLC II was the reduction of time officers spend in BOLC III. These courses now range between six to 15 weeks.
Upon graduation from BOLC III, officers attend follow-on functional courses, assignment oriented training, or report to their first units. BOLC III questionnaires received from nine different branch schools, which included responses from both instructors and students, range from several schools with zero formal leadership education using FM 6-22 on the POI to less than 10 hours on the POI. While some leadership topics were taught, not all of them used FM 6-22 as the basis of instruction.
Very little "programmed" instruction on leadership occurs in our BOLC course. However, leadership is one of our key lines of operation as we integrate this facet during other programmed instruction including 35 of our 85 days being a field environment. I would argue most of the "programmed leadership instruction should occur at BOLC I/II while we integrate this training into our branch specific instruction at BOLC III. 
Recent Feedback from the Field
Curriculum and Standards Analysis
While the tasks in all phases are BOLC are determined by the BOLC Common
Core Critical Task List and are nested throughout all phases, the task(curriculum), conditions, and standards vary significantly and this has an impact on the level of leadership proficiency of lieutenants. Two key differences with respect to conditions and standards these differences involve time and references.
There is great disparity in the time spent in leader education between cadets at USMA, on one end of the spectrum, to direct commission officers attending the DCC on The only clear exception is with those officers attending the Direct Commission
Courses at Fort Benning and Fort Sill. These officers do not receive any specific leadership education during their four week BOLC I course. Time is the major limiting factor. While there are not a large number of officers who fall into this category, they
should not be excluded from leadership education. These chaplains, medical professionals, and lawyers will find themselves in situations where their leadership skills, or lack of leadership, can make a difference.
While the majority of the BOLC questionnaire respondents at the branch schools This course does not add requirements for branch schools as the responsibility will be on the officer to complete the training on his or her own time prior to arrival to BOLC II.
Streamline the process to incorporate new doctrine into its POIs and lesson
plans. There is no reason why, two years after publication of new doctrine, all precommissioning sources and branch schools should not be teaching current doctrine.
The Army needs to look at the entire process to incorporate new doctrine into its POIs and lesson plans. One of the biggest challenges to accomplishing this is the lack of qualified personnel to update POIs and lesson plans. The process to develop new doctrine itself is cumbersome, but this presents an opportunity for training developers of the organization responsible for writing the new doctrine to simultaneously develop lesson plans that should be available immediately upon the publication of the doctrine. With respect to ROTC, while the concept of having separate textbooks for each of the MS levels which that incorporates doctrine standardizes the instruction across all schools, this technique makes updating the manual when doctrine changes even more cumbersome.
Another effect of using these textbooks is that it does not force cadets to read and become 
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TRADOC manning guidance for noncommissioned officer as training base instructors is also priority three with fill based upon a fair-share distribution methodology in accordance with available Army inventory. 45 The impact of this manning strategy is that OES is understaffed across the board and this is having a negative impact on all aspects of officer education, not just in the leadership education arena. One course of action that was considered but not recommended was to eliminate BOLC II if we are unable to staff this course. Give the time and instructors back to the branch schools and require them to train those skills previously taught in BOLC II. This is not a viable course of action for two reasons. First, with the current manning guidance from TRADOC, instructors gained from eliminating BOLC II would not necessarily be cross leveled to the branch schools.
Instead they would be put back into the fight and branch schools would have more requirements with the same or less resources. Second, the experience that lieutenants gain in BOLC II working with fellow officers from all the branches can not be replicated by stove piping this training in the branch schools.
Recommendations
There are no easy solutions to this dilemma, but there are some recommendations to ease the strain in the short term. Decision Review (SMDR) process which is why it is imperative that all organizations fully engage in the process by conducting thorough reviews of their POIs. Approved
Instructors will be coded on the TDA as described below.
"Military instructors will be identified by Personnel Remark Code "XT." The ASI "5K" for Officers, SQI "8" for Warrant Officers, and SQI "8" for Enlisted will also be used to identify military positions. Skill/grade levels should be in compliance with
Standards of Grade."
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Offer instructor positions to captains who are considering leaving active duty. With the high number of captains leaving active duty, offering them instructor positions at the school of their choice may be an incentive for retaining some of these experience officers. They should agree to remain on active duty for a period of two to three years with the guarantee that they will not be deployed during that period. It is possible that these officers may change their minds and continue active duty service when their instructor commitment is up. This is a win-win situation for the schools, officers, families and the Army. These officers should not be counted against the 70 percent fill for instructors, otherwise the schools will be no better off.
Fill vacant active component positions with Individual Ready Reserve (IRR)
instructors. The Individual Ready Reserve is a pool of available resources which can be tapped into to fill critical instructor shortages within TRADOC. Many of these officers and noncommissioned officers are combat veterans who have valuable experience which can be brought into the classroom where they will have a positive impact on junior officers.
Cross train instructors.
Instructors at branch schools no longer have the luxury of being specialist in just one area. They must be capable of instructing outside of their basic branch of expertise, they must be pentathletes in the truest sense. The cost is to allow these instructors time to become subject matter experts on all areas they are expected to instruct.
Stabilize instructors for a minimum of two years on the platform. Branch schools invest a lot of time and effort into preparing an instructor for the platform.
External taskings and re-assignment of instructors is detrimental to the quality of instruction. It also reduces the likelihood that officers will compete and volunteer for these type of assignments. It is imperative that the Army assign and stabilize instructors for at least two years to enable them to become subject matter experts on their instruction material. This incentive may also attract high quality instructors who are looking to stabilize their families after numerous deployments.
Make sure instructor certification programs are in place in every institution.
Instructor certification is more critical now that ever before. With the shortage of senior captains and field grade officers across the Army branch schools can expect to get instructors who have not completed key and developmental positions. Non career course graduate captains may be the norm vice the exception in command positions and within the Institutional Army. These programs should focus on how to teach, provide updates on the contemporary operational environment (COE) and review recent changes to doctrine.
Conclusion
The US Army is rated as one of the most trusted professions in America because its mission is important and the men and woman who fill the ranks are among the best and brightest in America. Their leadership skills and expertise are unmatched by any other institution in America. This is one of the major reasons civilian organizations seek veterans for employment. The Army is truly a leadership laboratory and although Soldiers learn and improve everyday, the Army can do better when it comes to preparing our junior officers for the awesome responsibility of leading America's most precious resource, its sons and daughters, in combat.
If the Army is serious about improving leader development it must start by committing the necessary resources to accomplish this important mission. The major resource area of concern for BOLC is instructors. These instructors are on the front lines in a very different battlefield than Iraq or Afghanistan, but their mission is just as important. As a former commandant at the Infantry School would say "your importance to the Army is not measured by your proximity to the battlefield." The Army must prepare its junior officers in BOLC to face the challenges on today's complex battlefield.
Preparation goes beyond ensuring the Army resources instructors. The Army must also ensure it is preparing them to the same standard for leadership education using current and relevant doctrine.
If the Army doesn't make changes soon the impacts could be felt for years. The junior officers of today are the future senior leaders of our Army. There are many lieutenants in the Army today with the potential to become the Chief of Staff of the Army. It is the Army's responsibility to prepare them for continued served and success. It begins with a foundation in leader education and that starts with BOLC.
Potential areas or issues for further research include an examination of the Army's Captain's Career Course, Warrant Officer Education System, NCOES, and civilian leadership programs to determine if we are meeting the challenge in these areas.
